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FOREWORD

For several years, the South Carolina Office of Child Development

(OCD) has faced the difficult task of comprehending and mastering a

service delivery system, without a standardized mechanism. This is not

to say that publicly supported day care centers in South Carolina did

not have any records, rather, they varied from center to center and

presented a very rudimentary method of keeping track of their children.

Living in the computer-age, coupled with the continuously increas-

ing demand for more and better data, it became apparent that something

had.to be done, efficiently and quickly, especially in order to be able

ta comply with Title XX reporting requirements. It was concluded that

data centralization in the Office of Child Development is imperative if

the financial and program needs of publicly supported day care centers

are to be met and justified on a timely basis.

This report reflects the effort of finding a feasible solution to

the problem. The'six counties (Anderson, Cherokee, Greenville, Oconee,

Pickens, and'Spartanburg) under ARC jurisdiction were selected as the

area for the demonstration project.
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THE PROBLEM

Befcre an organized effort for the collection of data is possible,

tools must be developed in order to make such an enormous task manage-

able.

In the past, the Office of Child Development, as is the case with

other agencies, had to rely on its own resources, to obtain information

pertaining to its child population, day care centers, and employees who

were serving in various capacities in these facilities. Because of the

aforementioned lack of uniformity in the maintenance of day care center

records, it was extremely difficult, if not impossible, to collect,

aggregate, and analyze informatioa pertaining to Office of Child Dev-

elopment programs in an uniform, consistent and timely manner. In

accordance with growth, the problem of providing "intelligence" in any

organization is a subject of great concern. In order to build a system

with the capability to grow and evolve with the needs and demands of

the people of South Carolina, the Program Management Unit of OCD was

authorized to study available alternatives and submit the findings to

its administrators. After due consideration, it was agreed that OCD

deserved as a management tool, a computerized information system, that

would address itself to meeting the identified needs.

8



THE SOLUTION

Phase I

As disscussed in the previous chapter, the Program Management Unit

of the Office of Child Development proposed a computerized information

system for OCD in November of 1974. Toward this most prodigious under-

taking, Program Management presented "Recordkeeping Made Easy", during

2.South Carolina's Symposium on Child Development (January 22 - 2, 1975).

The presentation was very well received by the attendees who recognized

the need for a total system.

In May 1975, approval for the development of an OCD Information

System was granted by the South Carolina Department of Social Services

(DSS) and the State'Budget and Control Board, in partnership with the

U.S.C. Computer Center, the sub-contractor. Work on the project commenced

almost immediately. The result is an outstanding example of the coopera-

tion between two separate State offices - South Carolina Office of Child

Development, and the University of South Carolina Computer Center.

Phase II

The Program Management Unit of OCD started a comprehensive study of

the problems and needs associated with the administration of publicly

supported day care centers. The study team explored various avenues

that might lead to satisfying the many intere1ts among the staff elements

of Contracts, Gran'g and Child Development, its division. The result

of this study is the general design for an integrated information system,

with special emphasis on OCD activities. The system design is based on

-2-
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the following goals:

* To establish uniformity and standardization of all records kept
by the centers.

* To satisfy information needs of all users.

* To monitor and improve service to clients.

* To accomodate change and promote updating of client records.

* To support program planning and control.

* To consolidate information requirements across OCD programs.

* To provide a data base for research and program evaluation.

* To support administrative and executive action.

* To provide financial data of programs and center operations.

* To assist in the fee determination based on client families'
taxable and non-taxable income.

The potential advantages of this system include:

* The ability to easily identify centers whose licenses are about
to expire.

* The minimitation of clerical functions, thus allowing social
workers and nurses more time to function as professionals.

* The easy retrievability of data compopents regardless of the
format and organizational need.

* The capability of performing complex data analyses.

* Cost effectiveness because of elimination of duplications in
effort, and multi-purpose utilization of its data base.

Phase III

In this era of telecommunications, management requires accurate

data in order to make intelligent decisions, more rapidly, for its

planning of programs coupled with the need for accountability.

As a result, improved and more efficient data collection efforts

must be employed. One new concept for these changing administrative

1 2





requirements is the "integrated data base". An integrated data base is

simply defined as a non-redundant collection of interrelated information,

processable by one or more program applications. The OCD Information

System will be able to serve other elements within the agency, particu-

larly Contract Management, and later, Fiscal Affairs. Their data needs

are very similar, and therefore, the same information will assist them

in their areas of activity.

A legitimate concern is to make data available to program users in

the arrangement most conducive to their needs. Information stored only

once in a data base, but retrievable in different sequences, is most

cost-effective, since it avoids duplication. The OCD Information System

evolves around the needs of accurate and timely data, pertaining to

publicly funded day care centers. Nevertheless, the system is flexible

enough to allow --- at a later date --- for the inclusion of family and

group day care homes.

However, before any system can function effectively, methods have

to be developed that are designed to provide the input (information)

into the systeM, and in our case, without increasing the work load of

the centers' staff. With this in mind, three data collection instruments

were developed:

* The Client/Guardian Record (CGR)

* The Center Recori (CR)

* The Employee Record (ER)

The Client/Guardian Record

This instrument collects appropriate child identification informa-

tion; and captures basic demographic data about each child and his family.

1 3
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Additionally, this form serves as a record for the services received

by the child or his parent/guardian, and indicates whether or not such

service was provided directly by the center, or through referral to

another agency. Furthermore, it details medical services, immunizations,

and who paid the clients fees,

In summation, this form captures, in an easy maintenance process,

information which: (1) Provides personnel with information about family

dynamics, thereby allowing for better assessment and treatment of familiar

problems; (2) Identifies the services rendered to a client or his guard-

ian; and (3) Generates the data needed for reporting requirements and

research purposes.

In short, then, the OCD Information System has been designed to

collect, aggregate, analyze and disseminate a prodigious volume of data

in a simple, concise and confidential manner. Its versatile uses have

but one overall objective in mind -- to better serve our target popula-

tion, the children of South Carolina.

Phase IV

The Office of Child Development recognized from the onset that the

successful implementation of the OCD Information System would hinge'

directly upon the acceptance, cooperation, and approval of the directors

of the centers in the ARC region..

Cognizant of the above factors, the OCD Program Management Unit

met with the centers' project directors in Greenville on July 31, 1975.

The purpose of the meeting was to stress the value of the proposed

system; urge acceptance of and assistance with its implementation and

use; and, seek input regarding last minute improvements in the system
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before commencing with actual field demonstration.

The outcome of the meeting was an overwhelming success as the

directors unanimously and enthusiastically endorsed the project, agree-

ing to cooperate by joining in the efforts. Not only did the directors

agree to comply with the request for assistance in the task of complet-

ing the forms, they also offered several valuable suggestions regarding

refinements of the forms.

The meeting concluded with the understanding that the actual field

data collection commence immediately after Labor Day. The interim per-

mitted time for the suggested changes in the forms to be incorporated.

Furthe-rmore, the directors were able to complete the bulk of their

enrollment which historically has occurred ff.= mid-August through

Labor Day. Consequently, enrollment would be near capacity thereby

permitting OCD to obtain a fuller, more,accurate and valid perspective

of the target population.

The Center Record

This instrument collects appropriate data from license and purchase

of service contract documents from each center. Additionally, this form

captures the Centers' enrollment, licensed spaces, square footage (in-

door and out-door), dates of health and fire inspections, and funding

sources. Other data deal with client and employee turnover as well as

types of services offered, indicating whether or not such services are

provided directly by the center, or through referral to another agency.

In summation, this form captures data which assists OCD's Licensing

and Contract Management Units, as well as Fiscal Affairs. The Program

Management Unit utilizes these data for its continuous research effort

which is discussed in detail in later chapters.
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The Employee Record

This instrument is actually a component of the Center Record. It

collects appropriate personnel data, i.e., sex, ethnic background, posi-

tion held, salary, job requirements, education, and social security

number. The reason for compiling personnel data separately is based on

the fact that retrievability of segments is possible in any desired

format, as part of an "integrated system".

In summation, this form, too, provides uniform data in a format

designed to help OCD and the centers serve their clients better.

The three aforementioned forms are not only serving OCD for

previously mentioned purposes, but substituting all other documents.

(intake forms, medical records, etc.), heretofore maintained by the

respective centers. The Ca can then be placed in the clients folder;

the other two forms can be maintained in the appropriate center office.

Center personnel are responsible for maintaining corrections, and up-

date as may be necessarY.

A quarterly update procedure will necessitate that only those forms

having corrections, changes, or intakes be submitted for processing.

The updated or new documents will be returned to the center in a timely

and efficient manner.

Confidentiality

In order to maintain confidentiality of sensitive data, the system

incorporates the following safeguards:

1) Specific, identifiable client and employee data would

only be available to the centers to which they pertain;

2) Only certain pre-determined personnel would have
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permission to receive confidential information. All

requests would be channeled through OCO which, in turn,

will retrieve the data from the computer system.

3) /ndividuals at remote terminals will not have accesss to

the computer file because the design of the system makes

such an entry a physical impossibility. In fact, the

security measures utilized for safeguarding information

are precisely the same as employed by the University of

South Carolina to safeguard students' records.

4) Each client has been a!:signed an "unique identifier"

which allows for easy retrieval of the client's record;

however, this number is only available to staff personnel.

Any other information about the client makes penetration

of this system impossible.

Phase V

Logistics

During the initial demonstration phase of the system's implementa-

tion it was decided that the successful and accurate completion of the

forms could only be accomplished by the active participation of the OCO.

The rationale for this decision was not based upon a lack of confidence

in the center personnel. Rather, it was the professional opinion of the

Program Management Unit that the start-up phase was actdally a pre-test

of the system. As such, the Program Management Unit was considerably

aware that, in spite of its careful and meticulous planning efforts the

possibility of unanticipated problems with the completion of the forms

and/or the instructions for such completion was less than remote.
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Consequently, the Unit considered careful monitoring a primary responsi-

bility of the initial implementation process. Problems could thus be

identified and resolved before subsequent updates or system expansion

to other districts. The expected payoff was a more valid and accurate

data base. This was essential for the maintenance of the system's

integrity.

Furthermore, the design provided an opportunity for OCD to further

utilize Program Management's field contact in an optimal manner. First,

OCD staff elements would educate center personnel in the proper methods

for completing, updating and maintaining the forms. This was a critical

task because these subsequent activities would be undertaken by day care

center staff. Second, Program Management Unit would be better able to

identify and analyze weaknesses the centers possessed in their current

methods for keeping records and their philosophy pertaining thereto.

This analysis would place the Program Management Unit in a better posi-

tion to develop a strategy for dealing with each center and the unique

problems it had with regard to maintaining timely and accurate records.

Such an effort could not have been undertaken from the remote confines

of OCD offices.

At the scheduled time, two two-man teams were formed for the pur-

pose of conducting the field survey. Each team was to be responsible

for a number of centers whose child enrollment was approximately equal.

The total number of children in the centers to be visited was roughly

1600; therefore, each team would visit centers whose enrollments were

equal to about 800 children.

Having no prior experience regarding the length of time required

to complete the forms, the Program Management Unit estimated that it

2 5
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would take the two teams at least 30 man days to complete all forms for

the centers in the ARC Region. In particular, Program Management assumed

that both the-survey teams would be fully operational, without interrup-

tions, until the project was completed. This meant that the work plan

assumed completion of the field work no later than the end of September.

Unfortunately, the field work was nowhere near completion at the

end of September. Not only were the original time estimates far too

conservative, but the schedule received an absolute coup de grace when

one team member was recalled from the field to work on final Title XX

plans during the second work week --- thereby dissolving one of the teams.

Also, immediately afterward, a member of the other team had to leave town,

thereby reducing the man-hour potential by 50% for any one calendar

The field effort was continued and completed by only one two-man team.

The data collection was, thus, not completed until the last week of Oct-

ober.

Phase VI

Field experience

Upon arrival at a center, the team would confer with the center

director and his staff in order to reconfirm.the type of information it

was seeking. The experience was that, generally, the staff was either

not briefed, or briefed only in general terms, prior to arrival regarding

the purpose of the visit. While there were a few exceptions, the teams

were forced to present the system again and "resell" its merits to those

who would be most directly involved with its administration, i.e., the

caseworkers and nurses at the center.

For the purpose of completing the forms, the work was divided with

-20
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one member of the team working with the center caseworker, completing

the client/guardian record, while the other team member, together with

the center director, proceeded to complete center and employee records.

This latter arrangement was usually very short term and normally pre-
_

sented no difficulty regarding data:^ollection pertaining to the center

or its employees. Concerning the completion of the client/guardian

record, it was normally found that one of two arrangements prevailed.

In the first case (usually the larger centers), each team member would

work with a caseworker who was familiar with the children's files.

Under this arrangement the caseworker would supply the OCO team member

with answers to the questions asked; the OCO team member would then

write the information on the form. In the second arrangement (usually

in smaller centers or when the caseworkers were not available), both

OCD team members would work together in the same manner as described

above -- one would read the record and the other would fill out the

form.

It must be pointed out that in all cases, the OCD staff member had

to rely upon'the caseworkers or center directors for information regard-

ing the services received by a particular child. It was found that

client records were Sketchy, incomplete, and.usually lacking even sum-

mary recordings of social service contacts. It was, therefore, virtu-

ally impossible for one unfamiliar with the cases to determine informa-

tion about family dynamics and services received. Center staff furnish-

ed what information they could, but found that much was not available.

It must be stated that the team did not expect the centers to have

all the information it was seeking. The caseworkers were cooperative
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and indicated that they would seriously attempt to obtain all missing

data before the call for updates.

The form design proved to be generally favorable with few excep-

tions. Two primary areas of difficulty were observed: First, it

became evident that occupation codes included too few blue collar occu-

pations, resulting in the necessity to record many of the parent's

occupations under the catch-all code "other". Second, services provided

by centers to clients and their families were not uniformly defined,

leaving the different personnel with various notions regarding the

definition of particular services rendered. In the meantime, these

deficiencies have been corrected; the occupation codes appear now to be

al/ encompassing and a dictionary of service definitions will be

included in the Users Manual, prior to the first update.

The actual field work reaffirmed the belief for the OCD Information

System if the need for accountability, acquisition of accurate data,

and the analysis of these data are to provide for, and assure quality

programs thereby meeting the ever changing needs of our children.

2 8
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THE OCO INFORMATION SYSTEM
AT WORK

As stated earlier, the benefits to be achieved from an integrated

system, as the OCO Information System, are many. To develop and use

this system, however, requires involvement and commitment; responsibility

for success cannot be delegated to the computer and its technicians.

It should be noted that routine functions performed by the computer

benefit from advances in technology, while the same functions, if per-

formed manually, cost more as personnel salaries and benefits increase

due to inflation. While it is unlikely that the OCO Information System

will displace current staff, it is expected that the transfer of informa-

tion processing functions to a computer, will significantly reduce the

need for additional clerical and professional staff to handle-the ever

increasing volume of eligible clients for South Carolina's expanding

day care center network.

* With the OCO Information System, the existing staff can become

more productive. Less effort is required to gather and maintain accurate

information; the facts necessary to maintain accurate records can be

retrieved quicker by means Of the quarterly updates; data updated and

entered into the system, once, reduces the need to record and verify

the same data again. Responses to special information requests can be

made quickly, so the caseworker can manage more cases without compromis-

ing service.

* Without the OCO Information System, maintaining client information

required additional time, both clerical and professional, to collect

and process inquiries, and make case service determinations.

* Without the OCO Information System, the risk of innacurate and

-23-

2 9



duplicate information was apparant, resulting in the human element of

error. Such errors compound the clerical effort and reduce the staffs'

overall effectiveness.

In summation, a fully implemented OCD Information System shoulo,

and will, significantly improve the productivity of both the clerical

and center personnel. These productivity gains can be measured in

terms of time:

* Time saved to obtain accurate data about clients

and their families, and programs.

* Time saved to account for program costs and personnel.

* Time saved in collecting, storing, and maintaining

the information necessary to operate a large operation

such as the Office of Child Development.

Indeed, time is a precious and costly resource to an effective

organization as OCO. The OCO Information System offers this opportunity

to manage that resource for the benefit of both the children and tax-

paying public.

Distribution

With this demonstration project twenty-two (22) day care centers

have received the following output forms:

1.) One copy of its respective Center Record (CR), reflecting

in a standard uniform format, all data fed into the system,

simplifying the center director's ability to accurately

answer day-to-day information needs by simply scanning

one record instead of many. In cases where centers

answer to a Project Director, he will also receive a copy

30
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of the CR for those centers under his jurisdiction.

2) One copy of its Employee Record (ER), reflecting in a

standard and uniform format, all data the center director

should know about his staff for routine functions.

3) Two copies of each child's Client/Guardian Record (CGR).

The caseworker, nurse, and clerical employee can scan

this form for service history and personal data, and

thereby easily meet any need for services selection and

other information so often needed as part of the daily

work routine. The reason for furnishing the CGR in

duplicate is based on the fact that this form serves a

dual purpose: case history and update-input medium. Every

change which may occur in the status and data of-a client

or his family, has to be recorded only once; the copy will

be submitted to the state office quarterly as information

update, whenever a change in data occurs. By retaining one

copy, the center is never without total case information.

In addition, the following information print-outs will be generated

for the purpose of the effectiveness evaluation, and analysis process

of the OCO Information System, which is designed to help administrators

on all levels:

1) One copy of the County Summaries (CS) will be distributed

to Project Directors and OCO staff elements with need to

know. The CS answers a variety of questions, part of the

continuous reporting requirements, and allows for effective

monitoring of programs on a county wide basis. In total,

two hundred forty-seven (247) summaries of the most

-25-
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frequently needed data are listed.

2) One copy of the State Summaries (SS) will be distributed

to Project Directors and OCD staff elements with need to

know. The SS answers the identical two hundred forty-s-even

(( 247)) summaries as the CS, but on a statewide basis.

3) One copy of each Center Summary (CES) will be distributed

to the center director, project director (if appropriate),

and OCO staff elements with need to know. Here again,

summaries pertaining to each center's activities, are

recorded.

4) One copy of Client Roster (active) will be distributed to

the respective centers they apply to as an easy child

population locator. The listings are in alphabetical

order furnishing the center number and date of birth.

5) One copy of the Employee Roster (active) will be distribu-

ted to the center director (or.,project director if

%appropriate), wherever these emploifees are employed. This

listing is in alphabetical' order, to be Used as an easy

employee locator.

Value of the Data

Before any organization's information can be compiled and put into

the desired format for responding to reporting requirements, it must

all be in one place, organized in a logical manner, and available with

a minimum of special effort. In the OCD Information System, the data

that will be used by the Program Management Unit can also be used to

satisfy most of the reporting requirements of staff elements of the

-44 -
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Division, i.e., Contract Management, Fiscal Affairs, Licensing, and

others. Furthermore, the system's capability lends itself to making

it possible to respond quickly and economically to unanticipated

repoking requirements falling within the range of its data base; and,

the potential for statistical analysis of variables is virtually limit-

less.

future_Capabilities

Any organization should have the ability to readily coordinate

activities and rapidly communicate information. The OCD Information

System was designed to provide for use in a telecommunications network

for "broadcasting" policy, directives, and informational messages to

all operational sub-units of the Office of Child Development, and its

division, Contracts, Grants and Child Development.

The potential benefits of this system are:

* The ability to apply sophisticated simulation/modeling

techniques in support of planning and other control
%

activities.

* The rapid notification and introduction of program and

policy changes for consistent application by state and

field personnel.

* A comprehensive data base to heighten the administration's

awareness of OCD's operational status, its tasks, its

mission.

It is envisioned within the realm of possibilities that, in the near

future, all transactions 'will be entered into the system.directly by

means of a terminal (typewriter keyboard) equipped with a cathode ray

51



tube. This type of sophistication, translated into useri application,

simply means that once a transaction is entered into the OCD,Informa-

tion System it would be perpetuated (remembered) throughout the data

base by automatically updating all related elements of information;

i.e., a change in child population in one center would be reflected

automatically in the Center Summary (CES), County Summaries (CS), and

State Summaries ($S). The data needs of the various programs are very

similar; the same information could solve the needs of two or more

programs. The benefit of a totally automatic system versus our present,

is time lag. With our present system all changes are duly recorded

and perpetuated throughout the system on a quarterly basis.

With this report it is intended to demonstrate that unique and

innovative mechanisms can be employed for the benefit of people any-

where, anytime. The OCD Information System will prove :0 immeasurable

value in providing better service to the future leaders of South

Carolina, the children oftoday.

The OCD Ihformation System exists today; it is functioning in all

respects as described. At certain agreed upon intervals, management

must review and concur with the results, and plan for improvement.

And finally, without the South Carolina Office of Child Development's

administrators' support up to the highest level, their backing and

dedication, their committment and resources, this system would have

never achieved operational success.
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